This paper is about successful management of public enterprises. All these enterprises operate in what may broadly be termed mixed economies: ranging from India with its post-independence tradition of five-year planning, through countries like Kenya, Malaysia, and Nigeria where public and private sectors are held in a fine balance, to countries like Canada and the UK where the balance is weighted towards the private sector. Within each of these economies, public ownership and governmental planning have many substantial achievements to their credit in creating industries where none existed before or in bringing coherence and coordination to previously fragmented sectors.
But over the last decade, attention has shifted from these achievements. A rising chorus of criticism has been directed at public enterprises. Their accomplishments are said to have fallen short of the high hopes which have been invested in them. They seem often to have settled for levels of achievement far below their potential. Stakeholders and special interest groups, it is argued, have built up entitlements which severely restrict the opportunities for change. The critics maintain that the public enterprise mode of organization has outlived its usefulness and acts as a brake on those active forces which provide dynamism in each national economy.
The critics also point to some notable exceptions. Some public enterprises already measure themselves against international standards of excellence and some compete actively on world markets. A company like India's Oil and Natural Gas Commission (ONGC) is not very different from a private sector multinational. But the very success of these enterprises can be taken as further confirmation of the critics' case: it is because these enterprises have oriented themselves towards international markets that they have achieved and retained the capacity to change. Dynamism has its source in their markets rather than in public ownership and indeed there is no compelling reason why these enterprises should stay in the public domain.
These arguments make up a new orthodoxy which has equated public ownership with an equilibrium of under-achievement and stubborn resistance to change.
It is against this background that the range of success stories this paper reports assumes significance. The views are those of the executives of successful public enterprises who had participated in two roundtable meetings organized by the Commonwealth Secretariat, London. These examples show that it is possible for a public enterprise to restructure itself, to renew and renegotiate its mission, and to initiate change instead of merely responding to it. The examples include some state trading companies which have radically changed in function and structure. They also include manufacturing corporations which have been able to narrow their set of objectives so as to focus on the effective and responsible management of their own business; in this way generating funds which their governments could then use in pursuit of the wider objectives.
Taken together, the case studies show that such changes can occur within the framework of public ownership. It is of considerable interest that the examples from the UK (British Steel, Jaguar Cars) demonstrate radical changes in structure and dramatic increases in productivity taking place before privatization.
Managing Government-Enterprise Interface
Public enterprises are owned by governments. The relationships between public enterprises and their governments are very close and often very complex, and the fact that a public enterprise has to interact with many separate agents and agencies of government further adds to the complexity. Every public enterprise has its own set of intrinsic objectives: to purchase, distribute, and sell foodstuffs; to provide a reliable rail transport service; to meet the economy's requirements of electricity. It is also an intrinsic objective of each enterprise that these tasks should be performed in an efficient way, without waste of material, capital, or human resources, and with due regard to the enterprise's environment.
At the same time, each government has its own set of objectives it wishes to achieve through its public enterprises. From the enterprise's point of view, these are "superimposed objectives," in contrast-to the "own objectives" characterizing its intrinsic business. Superimposed objectives often include employment creation or employment maintenance, price stabilization, and the regeneration of economically depressed regions. Some enterprises have the superimposed objectives of administering transaort subsidies or food subsidies for 4 target groups, or acting as buyer-of-last-resort in order to maintain farmers' incomes. Further, superimposed objectives relate to what the enterprise should not do: e.g. it should neither engage in predatory practices nor exploit monopolistic advantages.
The difficulties and dilemmas to which nearly every discussion of public enterprise management draws attention can be traced back to the fundamental, built-in tension between own objectives and superimposed objectives. It is in the nature of public enterprises to have superimposed as well as own objectives; indeed it was for this that they were set up as public enterprises in the first place. But because own objectives and superimposed objectives often pull an enterprise in opposite directions, there is a consequent set of special difficulties and choices about which public enterprise managers need to exercise judgement.
Balancing Enterprise Profitability
In some public enterprises, own profitability falls when increased weight is given to superimposed governmental objectives. In other enterprises, profitability has also become an objective belonging to government: in these cases, governments have come to look on public enterprise as a generator of surpluses which in turn will contribute to development. In either case, negotiating the right profitability target is an important management task. Executives at the roundtable meetings described several approaches to this issue:
• Johore State Economic Development Corporation of Malaysia has pursued profits and adopted a strong commercial approach in its functioning. However, it did so within the framework of the broader objective of implementing the New Economic Policy which provides a larger role to indigenous Malay population in industry and trade and faster growth and development of industry in the region.
• Ghana Food Distribution Corporation has up graded its accounting systems and other informa tion systems so as to be able to demonstrate the likely financial consequences of alternative policy packages. This has allowed it to agree to specific public commitments which are consistent with an acceptable profitability target.
• Bharat Heavy Electrical Ltd. of India took the in itiative in defining several internally consistent packages of objectives (each of which it considered to be attainable) as the basis for negotiation with government. Profitability at a specific level was one of the components of each package.
Quite often, objectives are not clearly specified by the government or reviewed periodically after an enterprise has been established. Objectives and performance criteria should be arrived at through a process of negotiation between the enterprise and the government. Successful enterprises tend to be proactive in defining and presenting objectives and performance criteria to their governments for negotiation and agreement.
Right Boundaries for Autonomy
Autonomy is generally understood as freedom to take strategic decisions and freedom to pursue plans approved by the supervising authorities without having to seek approval for every decision. It is also understood as freedom from interference in the everyday functioning of the enterprise.
However, the degree of autonomy familiar to private enterprises would be inappropriate in the case of public enterprises. The management's task is, therefore, to negotiate the boundaries of the domain where enterprise's autonomy will be respected by government. The executives have pointed out how autonomy could be attained at several levels: financial, strategic, and operational. Financial Level Autonomy. There is ample evidence that enterprises which operate at a profit enjoy relatively extensive managerial autonomy. For example, the International Airports Authority of India, recognizing the importance of financial autonomy, successfully pursued a strategy of seeking new opportunities for commercial profit (through providing ancillary services in tourism, hotels, catering) to eliminate the need for budgetary support for its investments. Strategic Level Autonomy. At the level of strategic investments and entry/exit decisions about business areas and activities, most public enterprises do not enjoy autonomy to any significant degree. At the same time, it is important that a chief executive has the opportunity to pursue his and his team's vision of his enterprise. The consequence is that each extension in autonomy has had to be earned. Operational Level Autonomy. Many instances were cited by executives where enterprises had gained operational autonomy through a long and difficult process. The executives criticized the practice, prevalent in many countries, of requiring decisions on appointment of personnel to be approved by governments. Executives also cited instances of interference of supervising ministries in other operational decisions. They also drew attention to some new and disturbing trends: e.g. treating public enterprises, in a legal context, as indistinguishable from the State. .15, No.l, January-March 1990 Simplifying Lines of Accountability For a public enterprise manager to enumerate the many different agencies and arms of government to which his enterprise is in some sense accountable can be a daunting process. Simplifying reporting lines is a key management task and here again the executives were able to report useful experience. Often, several ministeries, departments, or agencies of government get involved in supervision, control, evaluation, and coordination of the activities of public enterprises. In some countries, a section in the Ministry of Finance or Treasury deals with public enterprise monitoring units.
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The executives were of the view that the relevant administrative ministry to which the enterprise belongs should be the agency to which the enterprise is answerable and accountable. This administrative ministry is referred to at times as supervisory ministry, portfolio ministry, controlling ministry, etc. Thus, the reporting relationship as well as regular contact concerning plans, performance, policy support, and other matters would be with the supervisory ministry. It is with this agency of the government that the enterprise would build strong and close relationship of partnership as discussed elsewhere in this paper. The supervisory ministry would participate in the process of setting goals, objectives, strategies, and plans; play the supportive role in providing policy package and other support required by performance of the enterprise according to the targets and parameters agreed upon; and last but not least, select and appoint the chief executive of the enterprise and, in consultation with him/her, appoint other members of the board of directors.
The roundtable discussions reviewed successful examples where the lines of accountability had been drawn together in a single supervising ministry which had been able to play a full part in setting realistic goals and strategies.
The executives reviewed cases where the board of directors of an enterprise functioned as an effective policy making unit and other cases where the board had been so constituted as to inhibit rather than promote effective new initiatives.
The executives were of the view that the board can be effectively used by the public enterprise system to further enterprises' goals and objectives. While the full time members of the board are part of the operating management group and should be appointed by the supervisory ministry in consultation with the chairman and chief executive, part time members should be so appointed as to derive maximum benefit of their talent and expertise.
Structural and Systemic Mechanisms
One solution to the problem of multiple lines of reporting and accountability has been to link groups of public enterprises together under large holding companies, which in turn serve to channel much of the communication to government and its agencies. The executives at the two roundtables reported a wide range of experience with such arrangements:
• In Zambia, the Zambia Industrial and Mining Cor poration (ZIMCO) owns all parastatals.
• In Nigeria, two large holding companies own a large number of subsidiary and associate com panies.
• In Malaysia, evey state has a holding company (e.g. Johore State Economic Development Corpora tion) that owns and manages its subsidiaries.
Other cases included Zambia Railways and Epe Plywood of Nigeria. The holding company approach also seemed to have had the advantage of insulating operating enterprises from an administrative, governmental culture. The executives noted that the chairmen of holding companies were generally responsible to ministers and not permanent secretaries, an arrangement which many felt was preferable as it afforded greater autonomy.
A further mechanism discussed at the two roundtables was the mmorandum of understanding between government and public enterprise.
• Many large public enterprises in India including the Steel Authority of India Limited and Oil and Natural Gas Commission of India have entered into a memorandum of understanding with the govern ment. It is aimed at specifying and agreeing upon the objectives, targets, broad policies, and respon sibilities of the enterprise and the policy and other support measures that the government would pro vide to the enterprise. It is also intended to formal ize the flow of information between the government and enterprise. The experience in India so far suggests that it has helped enterprises gain more managerial autonomy.
• Gambia Produce Marketing Board entered into a performance contract with the government in 1987. It has helped clarify the relationship between the Board and the government, recognize management autonomy, and limit government intervention to policy areas specified in the contract. It also provides for governmental obligations for the non commercial activities the Board is required to per form in pursuance of broader government policy.
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Finally, it provides mechanisms for assessing the Board's performance. An interesting distinction between the two is that, while the Gambian contract is between the head of public enterprise and the head of government, the Indian memorandum is between the head of the public enterprise and the permanent secretary. The executives were of the opinion that any mechanism that helps in reinforcing the autonomy of the enterprise, clarifying the tasks and obligations, and providing a sound basis for information exchange and evaluation is desirable and needs to be experimented with.
Overcoming Cultural Divisions
In differing degrees, public enterprise managements have succeeded in bridging the gap between a governmental, ministerial culture and their own world of production and commerce. Key factors in building a constructive relationship between enterprise and government have sometimes included exchange of personnel, routine sharing of information, and joint work in the preparation of plans. However, the dominant factor in virtually all the examples discussed has been the character and stature of the chairman and chief executive of the enterprise. The task of communicating well with government is crucial to the functioning of these enterprises. Their leaders must have the weight and authority to be able to protect their enterprises from disruptive interventions by government agents or officials. They must also have the judgement to be able to identify and accept interventions which are either necessary or useful.
The leaders would need to take initiative in not only following through government policies but also making necessary inputs into the process of policy formulation, particularly to seek the nature of policy package required by the enterprise. It is only through such proactive measures that supportive policies can be forthcoming.
• The case of Maruti Udyog Limited of India was cited by the executives where a policy package was provided for the automobile industry to help modernize the industry. Maruti Udyog took the initiative in influencing the policy changes and became the chief beneficiary of the new policies.
Management by Strategy
Strategic Planning Strategic and corporate planning plays a very important role in successful public enterprise management. A chief executive has to formulate a strategy and a plan in Vikalpa the context of the environment and the organizational characteristics, win wide acceptance of the strategy both within and outside of the enterprise, and implement it effectively. A systemic and formal approach to strategic planning, the executives felt, provides a better opportunity for identifying opportunities and strategies. Moreover, the process itself provides for widespread involvement of people from both within the enterprise and outside of it (e.g. government), thus making it more acceptable and gaining their commitment to its implementation.
Several instances of successful use of strategic planning approaches were cited at the two roundtables. For example, Oil and Natural Gas Commission of India went through an elaborate planning process periodically. It helped the enterprise to focus on key tasks, reorient the organization, and seek government support for its ambitious plans. Other examples include the Agricultural Finance Corporation of Zimbabwe, Johore State Economic Development Corporation of Malaysia, and Mining and Allied Machinery Corporation of India.
Capital Restructuring and Financial Management
Many public enterprises have legacies of poor performance resulting in erosion of their capital bases and financial health. Success in several instances has meant turnaround and a large number of cases discussed at the two roundtables were in fact turnaround cases. In all these cases, an important aspect of the turnaround strategy was capital restructuring. Financial restructuring ensures that the future potential of the enterprise and its performance are not adversely affected by the burden of accumulated losses or unduly heavy interest charges.
• In the cases of Gambia Produce Marketing Board, the National Development Bank of Sierra Leone, Jamaica Railway Corporation, Mining and Allied Machinery Corporation and Praga Tools Ltd. of India, and British Steel Corporation and jaguar Cars Ltd. of UK, capital restructuring was a prerequisite to their turnaround. In all these cases, accumulated liabilities had to be either written off or converted into either equity or long term loans on soft terms to free the enterprises from the excruciating burden of debt servicing and allow them opportunities to operate successfully in future.
Another important strategy pursued by many successful enterprises relates to prudent financial management, particularly concerning liquidity and working capital. Public enterprises in many countries do not display the required awareness of and sensitivity towards efficient and effective use of finances, perhaps due to a history of early access to money from treasury and budgetary support from governments.
There are many instances of enterprises, discussed at the roundtables, which have realized the importance of sound financial management as a strategy.
• Epe Plywood Industries of Nigeria used innovative approaches to raise funds through dealer deposits to improve its liquidity position.
• Ghana Food Distribution Corporation launched a special programme, with governmental assistance, to recover overdue payments.
• Mining and Allied Machinery Corporation of India paid special attention to working capital manage ment for achieving turnaround.
• Indian Petrochemicals Corporation Limited pur sued a prudent strategy of reinvesting most of its surpluses and limiting interest burden to minimize its vulnerability during growth phase.
Diversification and Divestment
An important aspect of strategic management contributing to success in public enterprises relates to entry and exit decisions to and from business areas and activities. The management of public enterprises needs to identify areas of opportunities that are worth entering into and activities that are worth divesting. Moreover, the chief executives need to secure the acceptance of these strategic moves both within and outside their enterprises to be able to implement the strategies.
One of the strategies contributing to success in public .enterprises is diversification. In many cases, public enterprises are established with a certain objective and scope of activities which for various reasons do not result in viability and growth. Sometimes, owing to the nature of its business, an enterprise may find )t extremely difficult, if not impossible, to be commercially viable. While commercial viability is not necessarily required in such a case, continued dependence on budgetary allocations and subsidies to finance losses often results in growing interference and excessive controls from government. In such cases, prudent diversification of the business portfolio of an enterprise can result in restoring viability and subsidizing internally the non-viable parts of its business which must be carried on in public interest.
The experience of the successful public enterprises suggests that divestment of activities and businesses that are unviable and/or not integrally related to the main purpose and activities of an enterprise is as impor-tant as diversification for achieving success. In cases of turnaround, divestment can be often crucial to success. At the same time, it is far more difficult to take exit decisions and implement them in public enterprises. These involve redundancies in cases of closure and are politically sensitive matters. On the other hand, hiring off parts of business and selling those to others can have overtones of privatization with its ideological and political fallout. However, the chief executives felt that such decisions must be made where necessary and every attempt should be made to persuade the government to support them.
• An excellent example of the adoption of strategy of divestment is provided by Gambia Produce Marketing Board. The divestment programme in volved exit from all activities that were not directly related to the Board's main activities of marketing, processing, and exporting agricultural produce. Thus, the loss making lime factory, soap factory, feed mill, and briquetting plants were closed. The Board also closed its construction unit and later withdrew from importing rice and fertilizers fol lowing the government's policy to liberalize these imports.
Market Orientation, Export Marketing, and Competitiveness
Historically, owing to scarcity situations, public enterprises have generally been preoccupied with production rather than meeting customer requirements. Public enterprises now need to be responsive to customer needs, and be competitive in the market place. The fact that many public enterprises operate in infrastructural sectors often enjoying monopoly makes it even more difficult to become customer oriented. There are, however, some good examples of enterprises in monopoly situation that had made significant progress in becoming customer oriented.
• British Post Office went through a process of com plete reorientation to become market and customer oriented with sales staff and management looking after customer accounts -a seachange from a monopoly public utility character.
• International Airports Authority of India began its rejuvenation programme with a survey of 1,500 customers (users) to seek their feedback and views. As a result of this survey, it was able to introduce new facilities and services and improve the existing ones.
• Jamaica Railway Corporation's turnaround was largely due to its efforts to become market oriented.
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It sought and exploited opportunities in newer markets not traditionally catered to in the passenger and freight movement sectors.
• Praga Tools of India became customer oriented and set up its own marketing department resulting not only in increasing its market share but also intro ducing several new products.
• Jaguar of UK is another instance. Close contact with customers to seek their feedback and take care of their needs and complaints speedily resulted in re-establishing the image and franchise of Jaguar cars, in addition to improvements in quality. In all these instances, it is the deliberate strategy to be driven by market opportunities and customers and make appropriate organizational systemic changes to implement the strategy that has contributed to the success of enterprises.
A related strategy used by some successful enterprises is to seek opportunities in export markets. In many countries, exports are very important to the national economies and are therefore national priorities. Since public enterprises account for a significant part of industrial sector output in many countries, it is important that they make special efforts to develop export markets and business.
In many cases, when exports may not be commercially profitable or may be less profitable than domestic sales, private sector may not venture into export business. However, public enterprises should, wherever possible, take the challenge of developing export business. Some examples of an export-led turnaround:
• British Steel Corporation pursued an aggressive export drive, particularly in the US, led by the chairman himself to re-establish the company's credibility and market standing.
• Chillinga Cement Division of ZIMCO from Zambia pursued a strategy of exporting to several neigh bouring countries in the face of international com petition and regardless of poor returns.
• In the case of Praga Tools of India, a deliberate and relentless effort to develop export business paid handsome dividends. In 1985-86, as much as 60 per cent of the sales were from exports. A necessary condition for success for many public enterprises increasingly is their competitiveness. In areas where there is competition either from the private sector or other public enterprises, the market forces provide adequate impetus to be competitive. However, in areas where the public enterprises enjoy monopoly Vikalpa or demand exceeds supply, market forces do not exert the required influence on the enterprises to become competitive. This is a danger to which many public enterprises had been exposed. In recent years, a general trend of liberalization in many countries has begun to expose public enterprises to competition, particularly from imports. It is very important for public enterprises to be competitive in terms of efficiency, costs, quality, and technology. There are instances of some enterprises that had devised ways to inculcate internal competition:
• The competition between the passenger section and the freight section of Jamaica Railway Corporation for revenue generation has led to quantum jump in the overall volume of business.
• The Agricultural Development Corporation of Kenya has a system by which each unit competes with other units for better results and rewards, thus improving performance all around.
Technology and Ancillarization
In many countries, public enterprises operate in sophisticated and fast developing technology sectors. It is very important that the enterprises pursue a strategy of developing technological competence by seeking modern and relevant technology. This has to be deliberately pursued even at the cost of short term failures and costs if the enterprises have to become competent and competitive. This is an ongoing process of development.
• British Steel Corporation, saddled with a legacy of out-of-date plants, has made heavy investments in updating technology as an integral part of its rescue plan.
• Indian Petrochemicals Corporation Limited (IPCL) decided to obtain sophisticated technologies from around the world but invested in its own technical manpower to learn and master them. It decided not to rely on technology suppliers for running the plants from the very beginning. This resulted in initial delays and start-up costs in the learning phase, but also gave an opportunity to IPCL to become self-reliant. IPCL has further developed some of these technologies for sale to others.
• Chillinga Cement of Zambia placed heavy em phasis on gaining technological competence through twinning agreement with an Irish com pany. In many areas, the technological edge of a country depends on its public enterprises and technology competence must be pursued as a strategy.
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Another recognized strategy is ancillarization and subcontracting to the private sector, particularly to small industries. Public enterprises tend to undertake everything in-house leading to high overheads and inventories. Ancillarization -subcontracting on a long term basis -of components as well as certain types of services and concentrating on critical and high precision activities, wherever relevant, can go a long way in making a public enterprise cost competitive and, at the same time, help in the development of a viable small industries sector. It also affords the enterprise an opportunity to focus on its key areas such as research and development, produce, process design, etc. so as to continually make improvements. The world is going through a phase where manual workers are being increasingly replaced by information workers. In this context, public enterprises should sec their role increasingly in design and development, critical manufacturing functions, and marketing while subcontracting many production activities.
Managing Human Resources

Managing Redundancies
One of the major problems facing public enterprises is overstaffing, eventually resulting in enterprise sickness. Often, this is a result of lack of clarity of enterprise objectives and commitment to efficiency and productivity. While it is difficult politically to lay off employees, in most cases, it is necessary if enterprises have to be turned around. An important aspect of the strategy for success is reduction of surplus manpower and management of the redundancy programme. It calls for evolving fair and acceptable separation, effective communication both within and outside the enterprise, generation of support for redundancy programmes, and providing assistance as far as possible in finding alternative employment, retraining, and generation of self-employment opportunities for employees who are laid off.
In the several case studies discussed at the two roundtables, redundancy programmes featured as one of the key aspects of turnaround strategy. For example, British Steel Corporation, Jamaica Railway Corporation, Gambia Produce Marketing Board, Thames Water Authority, and some others reduced employment by a factor ranging between 20 per cent and 60 per cent or more in order to turn around.
A related strategy, and a preferable one, is to be careful and not allow overstaffing to take place. This requires proper planning, constant review, and policies that allow for separation of employees who are either not required or do not perform well. For example, the Agricultural Development Corporation of Kenya regularly weeds out surplus and non-performing employees. All its officers and managers are employed on two-year contracts and the enterprise is able to avoid redundancy build up.
Positive Personnel Policies
The level of employee motivation, productivity, and the behaviour of employees and trade unions are all affected by the personnel policies and practices of an enterprise. The challenge for public enterprises is to follow such policies and practices that inculcate positive attitudes and encourage performance among their employees. Rule book oriented personnel policies are grossly inadequate and often create a gulf between employees and enterprises. There is a need to follow positive policies. Examples of policies and practices are cited:
• Agricultural Development Corporation of Kenya practises individual reward and incentive system to encourage achievements.
• CMC Ltd. has adopted people orientation and con cern for individual as the foundation of its person nel policies. It practises open appraisal system, flexible structure, employee say in evolving his /her career path, time off on the basis of need rather than fixed number of days for sick and casual leave, etc.
• British Post Office has been able to sharpen in dividual accountability as a result of its personnel policies.
• International Airports Authority of India and Johore State Economic Development Corporation of Malaysia practise personnel policies which can be described as hard on accountability and dis cipline and soft on welfare and development measures.
Emphasis on Training and Development
Perhaps the most critical aspect of human resource management strategies of successful public enterprises is the emphasis they place on training and development of their employees. Public enterprises have generally had a fair record on this aspect but its impact can be seen on those which are successful. Opportunities for training, education, self-development, and career development are all necessary components of human resource development. Some examples of these are given below:
• Zambia Railways embarked on a five year programme of training and development for en hancing performance and achieving Zambianization of the enterprise.
• CMC Ltd. places heavy emphasis on training and development. A minimum of one week's formal training is required for every employee. Higher education and self-development are encouraged through subsidies, leave, sabbatical, etc.
• International Airports Authority of India has started an Institute of Airport Management to train not only its employees but those of other agencies like customs, immigration, transport and taxi operators, etc.
• Inculcation of skills, new knowledge, and attitudes can also be achieved through twinning selected staff of an enterprise to a similar one within the same country or in another country. The Chillinga Cement factory of Zambia was twinned to an Irish Cement firm to achieve that purpose.
• The Thames Water Authority's achievement of im proved performance as a result of increased employee productivity is attributed to the Authority's commitment to promotion of and prac tice of the peoples concept, that is, encouraging employees to take part in the decision making process and treating employees as individuals. As far as possible, decisions are taken at the places of operation.
• At Majlis Amana Rakyat (MARAO) of Malaysia, a major part of the activities of the organization is training and development of entrepreneurs, managers, and employees, along with provision of finance to promote small and medium scale busi nesses and industry.
Promoting Enterprise Culture Identification with Enterprise
An integral part of building an enterprise culture is close identification of all employees with the enterprise. This results in a feeling of pride and belongingness and encourages every individual to give his best to the enterprise. Different mechanisms have been adopted by several enterprises to help create such identity. Obviously, personnel and human resource practices play a crucial role, but there are other practices that appear to contribute significantly to the process of creating identity with enterprise.
• CMC Ltd. has instituted an annual CMC day, celebrated on the independence day, when all staff members and their families are invited to a gettogether. A CMC feast is also held once in two years. In addition, CMC supports sports and sociocultural activities not only for employees but also for their families.
• Johore State Economic Development Corporation of Malaysia, Maruti Udyog Ltd., and International Airports Authority of India have corporate uniforms that are worn by every employee includ ing the chief executives.
Mission Orientation
One of the most important aspects of promoting enterprise culture is to ensure that the enterprise mission is not only communicated to all employees but is internalized by them. Apart from providing a sense of purpose and direction to the tasks of individual employees, it inculcates a sense of pride and higher order national perspective to what they do. There is a great opportunity in the public enterprise sector for this, since their missions and objectives are always related to national objectives and priorities. Many public enterprises have successfully achieved such mission orientation. For example:
• The embodiment of the aspirations of the New Economic Policy into the corporate objectives of the Johore State Economic Development Corporation of Malaysia has served as the foundation for the formation of strong belief and conviction on the part of every member of the staff that his/her ef forts is part of a mission to answer the call of the nation.
Communication and Openness
Another important aspect of a positive enterprise culture is effective communication and a climate of openness. For employees of an enterprise to feel that they are all members of a family with a common purpose and destiny, it is extremely important that there is frequent and effective communication of all important and relevant matters concerning the enterprise and its fortunes to the staff at large. At the same time, people should not feel constrained in expressing their views or grievances. Hence, a climate of openness must be created. Successful enterprises have often employed practices that encouraged effective communication and openness.
• Johore State Economic Development Corporation (JSEDC) holds regular open dialogues and briefings with staff.
• CMC Ltd. has a speak out scheme which en courages staff to write to chairman about any aspect.
• Both JSEDC and CMC Ltd. have open plan offices (no cabins) and CMC Ltd. has common cafeteria and toilets for all employees. The importance of communication is even greater when major changes need to be introduced in enterprises. One of the banes of introducing changes is the lack of effective communication (often miscommunication) of the intent, purpose, and nature of changes being planned by management. It results in employees not appreciating the strategies and plans, provides an opportunity to certain vested interests misrepresenting the proposed changes, and results in the organization not having commitment to the changes and sometimes even being hostile to the changes. An effective communication is therefore needed both within the organization and outside, particularly vis-avis external governors in strategic and operational planning as well as problem solving to bring about consensus and commitment to changes and goals.
• Praga Tools Ltd. provides a good illustration of an effective communication system that involves the employees and relevant external parties. It includes regular and frequent meetings at various levels, personalized letters and bulletins, information dis plays on walls, etc.
• British Steel employed an effective communication campaign with video films, meetings, etc. to ex plain and convince the employees of the need to shut down some of its units, declare redundancies, and involve the remaining employees in produc tivity improvements.
• Thames Water Authority effectively used retreats for 75 senior managers to interact periodically to review and reflect on performance, improvement strategies, and plans.
Culture of Performance and Excellence
A crucial part of enterprise culture is the culture of performance excellence. Successful performance and pursuit of excellence is necessary for success. This involves recognition of performance rather than position, concern for results, and commercial orientation.
• The British Post Office, traditionally characterized by administrative culture, was able to inculcate, through carefully planned efforts, a business cul ture that valued performance.
• CMC Ltd. has been able to develop a culture of excellence whereby authority and power stem from performance and competence rather than position. .15, No.l, January-March 1990 Leadership Stature and Competence It is clear that many chief executives were able to steer their enterprises out of troubled waters and to heights of success owing to their individual competence and stature. These helped to build confidence in the enterprises on the part of government, other external publics, and staff. For example, it was the stature and proven competence of Ian Mcgregor in the case of British Steel and V Krishnamurthy in the case of Maruti Udyog that encouraged their respective governments to back proposals that had wide ranging implication of labour and industrial policies. Similarly, the chief executive of Jamaica Public Service Company was able to get the involvement and commitment of his employees with his 'hands-on' approach.
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Continuity
From the case studies discussed at the roundtables, it is clear that a chief executive must be with an enterprise for a long enough period to formulate and implement strategies, build and develop a team, inculcate enterprise culture, and groom a successor. The executives generally felt that a chief executive should be appointed for a term of five years at the minimum.
• CMC Ltd. has had the same chief executive for eight out of its 12 years of existence. This has helped build a culture, pursue strategies and plans, and hold the management accountable for enterprise perfor mance.
• Johore State Economic Development Corporation of Malaysia has had just two chief executives in its 17 years history.
• Indian Petrochemicals Corporation Ltd. also had a history of stable leadership where each of the three chief executives had a long tenure (at least five years) to set the organization on a successful course.
Selection, Training, and Development
In view of the crucial role of leadership, the need for sound mechanisms for identifying and attracting the right kind of persons to senior management positions in public enterprises and their training and development cannot be overemphasized. One mechanism recommended for serious consideration is development of a pool of senior managers at the national level for managing public enterprises. This would entail identifying such managers early in their career and providing training and development support to them. An example is the Public Enterprises Selection Board of India which is responsible for recruitment of chief executives and directors of public enterprises.
The need for training and development requires the attention of enterprises, national management development institutions, international agencies, and governments. The executives commended the Indian initiative in the form of the Advanced Management Programme for public sector managers which is conducted in collaboration with the Bureau of Public Enterprises. Managerial resource is an important national resource and needs to be developed as such.
Conclusions
The major conclusions arrived at the two roundtables are summarized below:
The chief executives of successful enterprises are in no doubt that they are pursuing profits. They think that their enterprises can best serve national, economic, and social goals by performing efficiently and effectively and thereby generating surpluses and contributing to the national budget. Their objective is "pursuit of profit subject to running an exemplary operation in the context of national objectives."
Recognizing the need for clearly specified objectives and performance criteria for successful direction of enterprises, the chief executives have taken the initiative to define these and persuade their governments as well as staff to accept them. Clearly, their objectives and criteria have varied across enterprises and were negotiated by each enterprise.
The chief executives had built bridges with various governmental agencies and functionaries, lobbied for ministerial public support, and influenced government policies to secure for their enterprises the necessary support and policy environment for success.
The enterprises had found it necessary to seek financial and managerial autonomy in order to pursue their goals and priorities. Typically, this extra autonomy had been sought and negotiated in times of crisis.
Many enterprises and governments had experimented with innovative mechanisms to enable enterprises to gain greater autonomy. These have included using holding companies as buffers between government and enterprise, and entering into contracts or memorandum of understanding.
Many enterprises had to be restructured financially as well as organizationally, often involving retrenchment. Unviable activities had to be divested, and new, promising areas had to be explored for successfully turning them around. The chief executives have used systematic approaches for planning and executing their strategies.
The manner and timing of changes have been carefully chosen to maximize chances of success. The chief executives are clear that changes have to be brought in together as a package and not in piecemeal fashion, if these are to have an impact. Similarly, the changes have to be timed well.
The chief executives had made extraordinary efforts through communications and personal contact to build an enterprise culture and instil enthusiasm and pride among employees.
The executives have paid special attention to management of human resources by following positive and responsive personnel policies, investing in development of employees, and motivating them to contribute their best.
In each case, a key factor has been leadership from a person demonstrating total commitment to the enterprise and with the stature and competence to fight its battles outside.
Most of the strategies discussed are not mutually exclusive; they are so closely related that it was pointed out that the dogmatic pursuance of a single strategy may prove counterproductive and lead to erosion of other goals and assets of the enterprise. The executives underscored that a package of strategies and tactics be pursued simultaneously bearing in mind both public and enterprise dimensions.
